Introduction

T
HE ASTON RESEARCH
presented the 'culture free' proposition that relationships between the structural characteristics (structuring of activities and concentration of authority) and variables of organizational context (size, operation technology and ownership) will be stable across cultures. Hofstede (1984) , on the other hand, presented the 'culture bound' proposition which assumes that people, in different cultures, react to organizational problems according to their implicit model of how organizations should be structured. This means that, other factors being equal, people from a particular national background will prefer a particular structure because it fits their implicit model of structure, and similar organizations in different countries will resemble different types because of different cultural preferences. Hofstede (1991) elaborated on the 'culture free' proposition and suggested that the combination of power distance and uncertainty-avoidance, typical of a county's culture, along with the contextual constraints will contribute to the choice of a special configuration of structure in different cultures. Elaborating on the Aston's taxonomy of structure, Hofstede (1991: 142) proposed that structuring of activities will be associated with power distance, and concentration of authority will be associated with uncertainty avoidance.
This debate between the culture free and culture bound propositions needs to be developed empirically especially in certain cultures where cross-cultural research building is required. Child (1981) argues, however, that a weakness in many cross-cultural studies is the lack of rigorous theoretical and cultural framework that explains differences between cultures.
Moreover, Al-Tayeb (1994) denotes that cultural continuity and coherence between organizations and their societies should be addressed fully while doing cross-cultural research.
Purpose and Significance of the Study
This study investigates the extent to which relationships between context and structure are stable across cultures, it also examines if cultural differences between nations account for variations in their suggested desired structure. The study first analyzes the structure of a sample of twelve Jordanian companies then compares the findings with data reported by Horvath, McMillan, Azumi and Hickson (1976) on British, Japanese and Swedish matched companies.
Although convenience was a considerable factor, Jordan was selected in this study because it represents the Arab culture and is a transition country that is immensely growing; hence, culture change, life style, diversity, and organizational change are predominant. Moreover, Hofstede (1991) and more recent research (Ali, 2009; House et al., 2004; and Sabri, 2004 & 2007) indicate that the Arab culture has a distinct cultural profile. Arab societies are more likely to follow a caste system that does not allow significant upward mobility of its citizens, and inequalities of power and wealth have been allowed to grow within the society. Arab organizations are also highly centralized and rule oriented in order to reduce uncertainty. Arab managers are reluctant to delegate authority; avoid responsibility and risk-taking; give priority to friendships and personal considerations over goals and performance. Face-saving and status-consciousness are also important values in traditional Arab culture (Ali, 1995) .
Study Questions
RQ1:
To what extent do the structural characteristics and contextual constraints transcend national differences between organizations in different cultures?
RQ2:
To what extent do the cultural differences between nations account for significant variations in the desired configuration of their organizational structure?
Theoritical Underpining
Organizational Structure
Until the middle of the twentieth century, organization structure meant a set of official, standardized relationships built around a tight system of formal authority (Mintzberg, 1983) . Mullins (1985) notes that the classical writers (Fayol, 1930; Taylor, 1947; and Weber, 1947) , had their own set of principles and emphasized their importance for the design of structure. Pugh and Hickson (1989) argue that organizational structure is composed of regularities for achieving activities such as task allocation, coordination and supervision. Mintzberg (1983) contends that the structure is a sum total of ways in which labor is divided into distinct tasks and then its coordination is achieved among these tasks. Schein (2010) believes also that the formal organization is the planned coordination of activities of a number of people for the achievement of explicit goal, through division of labor, and hierarchy of authority. Pugh et al., (1969) provided evidence that organizations vary on different components of bureaucracy and could be structured in many ways. Child (1973) , however, left to the man-132 THE INTERNATIONAL JOURNAL OF KNOWLEDGE, CULTURE AND CHANGE MANAGEMENT agement its strategic choice in selecting the structure that suits its circumstances and facilitates better performance. Since World War II, new organizational forms have emerged to deal with problems of increased size and complexity, environmental uncertainties, new technologies, and geographic dispersion. These new forms have departed significantly from the bureaucratic model and the principles of the traditionalists.
A great part of organization theory literature, however, suggests that the nature of organizational structure can be described as mechanistic versus organic structure (Lawrence & Lorsch, 1967) . Daft (2009) pertains, for instance, that the mechanistic pattern is effective where the environment is certain, technologies are routine, organizations are large, and employees are treated as resources. The organic model identifies unstable environment, routine technologies, and less important size.
Dimensions of Organizational Structure
Various scholars use somewhat different dimensions of organizational structure. Robbins (1990) , for instance, recognized complexity, formalization and centralization, as three major components of organizational structure. Moreover, Galbraith (1973) , and Mintzberg (1979) distinguished three main types of coordination: direct control, mutual adjustment and standardization. Allinson (1984) asserted the need to separate between the subjective measures and objectives measures. In considering the global measures, it was important to distinguish between 'structural' dimensions and 'structuring' dimensions, the policies that restrict the behavior (Campbell et al., (1975) , cited by Allinson, 1984) .
The Aston researchers (Payne & Pugh, 1976; Child & Kieser, 1979; and Hickson & McMillan, 1981) identified six dimensions of organization structures: specialization, standardization, standardization of employment practices, formalization, centralization and configuration. Specialization reflects the division of labor within the organization. Formalization concerns rules and instructions that guide people in their jobs. Standardization are procedures that occur regularly and are legitimized by the organization. Centralization is the location of decision making within the organization. Formalization, standardization and specialization dimensions combined represented 'structuring of activities' and centralization characterized a 'concentration of authority' factor.
The Aston researchers (1969) also identified six dimensions of organization context: size, technology, origin and history, ownership and control, location and interdependence on other organizations.
National Culture and Organizational Structure
Several scholars suggest that the structure is influenced by the national culture (Handy, 1991; Pheysey, 1993; Hofstede, 1991; Mannen & Barely, 1985; and Al-Tayeb, 1988) . Hofstede (1984) argues that organizations are 'culture bound', and that people from a particular national background will prefer a certain structure because it fits their implicit model of design, and similar organizations in different countries will resemble different types because of different cultural preferences. Hofstede (1984) suggested that the combination of power distance and uncertainty avoidance is of vital importance to the structuring of organizations that will work best in different countries, coupled with the demands of technology and organization activity. According to Hofstede, power distance reflects the extent to which the less powerful 133 HALA ABDULQADER SABRI people accept and expect power to be distributed unequally. Uncertainty-avoidance reflects the extent to which people become nervous in ambiguous situations, and try to develop rules and laws to guide behavior. Presuming all other factors are equal, people in high power distance cultures prefer that decisions be centralized as even superiors have strong dependency. People in high uncertainty-avoidance countries prefer their roles to be formalized to protect them against uncertainties. Referring to the Aston dimensions of structure, Hofstede (1991: 142) proposed that structuring of activities could be related to uncertainty-avoidance and concentration of authority to power distance. By referring to the Aston Typology of structure, Hofstede (1984) suggested different desired configurations of structure that match implicit models in people's minds. Hofstede (1991: 141) suggests:
"The 'Personnel bureaucracy' works well for Southeast Asian countries with the 'family type' as an implicit model. The 'Full bureaucracy' works well for Latin, Arab and Mediterranean countries, plus Japan, with the 'pyramid' type as an implicit model. The 'Work flow bureaucracy' works well for the German-Speaking countries, with the 'well oiled machine' type as an implicit model. And finally, the 'Implicitly Structured' organization works well for the Anglo and Nordic countries plus the Netherlands, with the 'village market' type as an implicit model." (Hofstede, 1991) 
Methodlogy
The incidence of Horvath et al., (1976) study conducted in Britain, Japan and Sweden, helped to drew on its results and gain cross-cultural understanding on the similarities/dissimilarities with the Jordanian organizational structure. Hence, the methodology which this study has adopted for the cross-cultural comparison overcame the cost and time obstacles suggested by Ardent (1985) and Adler (1986) . Britain, Japan, Sweden, or Jordan. H.2 The combination of power distance and uncertainty-avoidance typical of a country's culture will contribute to the choice of a desired structure in British, Japanese, Swedish and Jordanian companies.
Research Hypotheses
H.1 Relationships between contextual and structural variables will be stable and transcend national differences between organizations in
Data Base and Sample
To conduct the cross-cultural comparison a sample of 12 manufacturing companies in Jordan was chosen to match the sample of companies studied by Horvath et al., (1976) in Britain, Japan and Sweden, and is used with permission. Table 1 demonstrates size, product line, and status of matching companies in Britain, Japan, Sweden and Jordan. Reproduced from Horvath, et al., (1976) , in addition to Jordanian companies
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Measurement and Data Collection Technique
To ensure response and interpretation equivalence with Horvath et al., (1976) study, the Aston scales for measuring organizational structure was used. The Aston measures are in the form of schedules of data to be obtained through interviews with managers and executives in senior positions. Interview in each of the Jordanian organizations were conducted with the Chief Executives/General Managers, or with other senior administrators, as trusted key informants.
Reliability Test for the Aston's Instrument
The value of reliability is satisfactory if it is around 0.70 or higher (Sekaran, 2003) . The reliability and validity of the Aston scales had previously been established by the developers of the instrument, however, the reliability and internal consistency of these measures were tested once again adopting 'Cronbach Alpha' reliability coefficient (Cronbach, 1990) , as shown in Table 2 . Specialization, formalization and centralization scales had a moderately good reliability. Internal and external dependencies had an acceptable reliability as they were close to (0.70). Technology showed a poor internal reliability, which could be a result from the respondents' failure to comprehend fully the questionnaire items.
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Results
Context and Structure: Examination of the Culture Free Proposition
Strong and significant correlations between contextual variables and variables of organizational structure are revealed in Britain, Japan, Sweden and Jordan in Table 3 and Table 4 . 
The Effect of Size
Size had the same positive link with formalization and specialization in Jordan as in Britain, Japan, and Sweden, but to varying degrees. Bigger Jordanian companies were more formalized just as the British; Japanese and Swedish organizations were too. In all four countries although the magnitude of coefficients varied, correlation coefficients between size, formalization and specialization were positive. The magnitude of correlation between size and formalization was high in Japan and Sweden, and to a lesser extent in Jordan, but it was low in Britain.
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The correlation between size and specialization was also very high in Britain and Japan, medium in Jordan and low in Sweden. Horvath et al., (1976) noted that because specialization in the Swedish companies was taken at the level of independent parent firms and not at the level of sub-units, specialization in Sweden was low. This explanation supported the proposition that the more an organization is dependent on its parent group, the more the focal organization contracts out specialists functions to the parent.
The high, but negative, correlation between size and centralization in Britain indicated that amongst British companies, size accounted for a significant variation in their level of decentralization, more so amongst other companies from Sweden, Japan, and Jordan. The negative correlation between size and centralization in Britain, Japan and Jordan, indicated that the larger they became the more companies in Britain, Japan, and Jordan tended to decentralize their decision-making processes. The correlation between size and centralization was found positive only in Sweden. This could be explained in light of the weak correlation between size and specialization within Sweden, which might have pushed Swedish companies to centralize their decisions as another means of control (Child, 1974) .
The Effect of Operation Technology
The correlations between operation technology and formalization and specialization in British, Japanese and Swedish companies were relatively weak compared to those of Jordanian companies that were relatively small. Correlation of operation technology with centralization was positive and stronger in British companies than Japanese and Swedish companies. The technological complexity within British companies produced a centralized decision making structure. This meant that decisions had to be taken at higher levels to maintain controlled operations of technology due to the high costs involved. Conversely, the correlation of technological complexity with centralization in Jordanian companies was negative and weak. This result suggests that technological complexity in Jordanian companies produced a relatively decentralized decision making with some technical decisions still had to be taken at the level of production units, to ensure continuous operations. The internal reliability of technology scale was found to be weak within Jordanian companies. Table 4 highlighted that within Jordanian companies centralization was significant but moderately correlated with their internal dependence (ties with the government and/or owning groups). The correlation between centralization in Jordanian companies and their external dependence (on suppliers and consumers) was significant and weak. These results indicate a tendency for Jordanian companies to have greater ties with their owners and the government than with their suppliers and consumers, to raise decisions to higher levels.
The Effect of Dependence
In Britain, Japan, and Sweden the correlation indicated that there was a strong positive relationship between internal dependence and centralization in Japan and Sweden but not in Britain, where the correlation between centralization and internal dependence was negative. Horvath et al., (1976) argue that external dependence's relationships were major determinants of the strategies by which organizations control their critical contingencies. They were important in Britain and Sweden but not in Japan and Jordan where the critical contingencies were in their internal dependence.
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HALA ABDULQADER SABRI It could be indicated that relationships between variables of organizational context and organizational structure, were important determinants of structure across the four cultures in this study. These results seemed to lend support to the 'culture free' proposition and to hypothesis 1. Hofstede (1991: 142) proposed that power distance and uncertainty avoidance are of vital importance for determining the type of structure that might be desired in different cultures. This framework made it possible, in this study, to relate the scores of British, Japanese, Swedish and Jordanian matching companies on structuring of activities and concentration of authority with each country's position on power distance and uncertainty avoidance.
National Culture and Desired Structure: Examination of the Culture Bound Proposition
Power Distance-concentration of Authority and Uncertainty Avoidance -structuring of Activities in Britain, Japan, Sweden and Jordan Table 5 illustrates the scores, ranks and ratings of Jordan/Arab, Japan, Britain and Sweden on power distance and uncertainty avoidance (Hofstede, 1991) . The last column in the Table shows the desired structure for each culture as suggested by Hofstede (1991) . Amongst the four cultures, Jordan, representative of the Arab culture, recorded the highest score and rank on power distance, followed by Japan, then Britain and last Sweden. On uncertainty-avoidance, Japan recorded the highest score followed by Jordan, then Britain and finally Sweden. Table 6 illustrates the resulting structure in Britain, Japan, Sweden and Jordan according to their scores on concentration of authority and structuring of activities. Classification of the four countries in terms of being high or low on concentration of authority and high or 140 THE INTERNATIONAL JOURNAL OF KNOWLEDGE, CULTURE AND CHANGE MANAGEMENT low on structuring of activities was made on the basis of Pugh and Hickson (1976) standard scores (above 55 indicates high, below 55 indicates medium and below 45 indicates low). All compared companies within Britain, Japan, Sweden and Jordan scored high on concentration of authority (over 55 standard score) and medium (below 55) or low (below 45) on structuring of activities. Table 6 indicates also that Jordanian companies registered the highest scores on both structuring of activities and concentration of authority.
In terms of the Aston typology of structure, Table 7 illustrates a comparison between the existing structures of Jordanian, Japanese, British and Swedish companies on concentration of authority-structuring of activities, and the desired structures in each country according to its rating on Power Distance-Uncertainty Avoidance (Hofstede, 1991) . 
Personnel Bureaucracy Full Bureaucracy Jordan
Personnel Bureaucracy Full Bureaucracy Japan
Personnel Bureaucracy Implicitly Structured Britain
Personnel Bureaucracy Implicitly Structured Sweden
The existing structures for Jordanian, Japanese, British and Swedish companies on concentration of authority/structuring of activities matrix did not fit well their desired structures on power distance/uncertainty avoidance matrix. Whilst Hofstede (1991) predicted the 'full bureaucracy' a desirable structure for organizations in Jordan and Japan, existing structures in both countries presented 'personnel bureaucracies'. Moreover, whilst Hofstede (1991) 141 HALA ABDULQADER SABRI predicted the 'implicitly structured' a desirable structure for British and Swedish companies, existing structures in both Britain and Sweden also presented 'personnel bureaucracies.' This finding seemed not to lend support for hypothesis 2 that the combination of power distance and uncertainty-avoidance typical of a country's culture will contribute to the choice of a desired structure in British, Japanese, Swedish and Jordanian companies.
Disscussion and Conclusion
The stable relationships found between variables of organizational context and organizational structure for 48 matched companies from Britain, Japan, Sweden and Jordan provided support for the 'culture free' proposition.
Moreover, the cross-cultural comparison between the resulting structure in Britain, Japan, Sweden and Jordan revealed that a resultant 'personnel bureaucracy' structure for Japanese companies fitted well their high concentration of authority and low structuring of activities, but it did not match the desired 'full bureaucracy' structure for Japanese culture. Moreover, the resulting 'personnel bureaucracy' structure for British and Swedish companies also offered a better fit for their high concentration of authority and low structuring of activities, but they did not match the desired 'implicitly structured' form for both cultures.
The resulting 'personnel bureaucracy' structure for Jordanian companies, offered a better fit for their high concentration of authority and low structuring of activities, but it did not match the desired 'full bureaucracy' structure for Jordanian culture as suggested by Hofstede (1991) .
It is argued here, however, that Hofstede's study (1991) provided rigorous data but it is only after careful analysis that classification of some cultures, on certain dimensions, could be considered valid. Hofstede pertains that religion is a major determinant for avoiding uncertainty. Hofstede (1991: 130) states: "high uncertainty avoidance is in Orthodox and Catholic countries, weak in Eastern religions, and medium in Islamic and Judaic countries." Therefore, meanwhile he classified the Southeast Asian Islamic countries weak on uncertainty avoidance, he classified the Arab culture as strong on this dimension without providing enough explanation, or giving due attention to the impact of Islamic religion on Arab societies. This argument holds true considering that a score of 68 for Arab culture sets it at the lowest margin of the high score range 67-112 and 69 to 8 being medium to low scores. Therefore, on the argument raised here, Hofstede (1991) should have rated the Arab culture 'average' and not 'strong' on uncertainty avoidance and therefore, the desired structure for Jordanian companies should fall within a 'personnel bureaucracy', or 'family' form and not within 'full bureaucracy' or 'pyramid form.
Moreover, it should be noted that the Aston's instrument might provide useful data when used in cultures that behave in similar ways, but it might also provide a misleading picture if the cultural peculiarities were not taken into account. For instance, the high scores on structuring of activities reported in this study for Jordanian companies gave a misleading picture of the resulting structure while account should be taken of certain cultural peculiarities.
Certain comments made by Jordanian managers revealed that written rules and procedures exist in Jordanian organizations, but in practice, they were replaced by routines rather than distributed manuals. Moreover, interviews revealed that Jordanian managers keep organization charts as decoration, abiding by them only on exceptional occasions. These comments did 142 THE INTERNATIONAL JOURNAL OF KNOWLEDGE, CULTURE AND CHANGE MANAGEMENT not confirm the assumption that strong uncertainty avoidance was an explanatory factor of high structuring of activities within Jordanian organizations.
The recorded high score on structuring of activities of Jordanian companies might reflect a traditional way in implementing the rules and regulations, which fitted an average rating on uncertainty avoidance orientation of Jordanian culture.
It was also clear that high power distance value of Jordanian culture exerted more influence on Jordanian managers to control their organizations through highly centralized authority, calling on rules and procedures that were not widely distributed, as a protecting tactic to reinforce their power. However, some comments, drawn from interviews with senior managers demonstrated that the high power distance value is also derived from the tribal orientation of the Jordanian culture (Abdul-Al-Khaleq, 1984; Ali, 1995; Sabri 2004) .
Limitations
Some might argue that this study had adopted an instrument of measurement developed in Western cultures and then had it administered in an Arab national setting. The strength of the adopted instrument in this study was in its confirmed validity, by being translated into different languages, and by being replicated in different cultures. Moreover, the use of internationally recognized instrument of measurement helps to develop the cross-cultural research and advocates arguments between practitioners in different cultures especially where crosscultural research building is required.
Furthermore, ideally, it would have been desirable if the cross-cultural comparison in this study obtained data from organizations in different cultures over the same period of time. This study, however, offered quantitative data and thus overcame a criticism of many crosscultural studies which Nath (1968: 57) noticed have provided useful insights, but failed to provide rigorous comparative data, because they have mostly been based on impressions or uncontrolled interviews.
It is also important to note that the author does not claim the sample as representative of all Jordanian organizations. It is recommended that further research should include additional organizations in diverse cultures, with the same instrument of measurement.
Finally, it is possible to learn a lot from the empirical work reported in this study and the theories that have been suggested. Yet, a lot more remains unknown that, if researched would contribute to the advancement of organization theory. Therefore, further research and analysis are necessary and warranted.
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